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Abstract 
Social problems, such unsustainable development, can be too large for any one 
organization to tackle alone so are increasingly being addressed through cross-
sector multi-organizational collaborations. One of the approaches being taken is 
formulating and implementing a collective (alternatively named collaborative) 
strategy. Despite the increasing usage of collaborative strategic management in 
practice, there is relatively little literature on this approach, particularly when 
considering the implementation of the collaborative strategy. This paper builds on 
existing interorganizational collaboration theory and organizational strategy 
implementation theory to determine: 1) a conceptual process model of 
collaborative strategic management; and 2) factors which affect each phase of 
cross-sectoral social-oriented collaborative strategic management. 
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Furthering Collaborative Strategic Management Theory: 
Process Model and Factors Per Phase 
Introduction 
Cross-sectoral multi-organizational collaborations are becoming increasingly common, 
particularly as a means to address complex social and ecological problems that are too extensive 
for any one organization. The focus of some of these partnerships is to formulate and implement 
a collective (or collaborative) strategy. While there is a growing body of literature on cross-
sectoral social-oriented partnerships (CSSP), which is a sub-set of an even larger body of 
literature on inter-organizational collaborations, there is little focus on collective strategic 
planning, especially concerning implementation and outcomes. Strategic management literature, 
however, tends to focus on organizational level strategy and not on collective strategy. This paper 
helps address this gap by building on existing inter-organizational collaboration theory, and 
strategic management theory to determine: 
1. A conceptual process model of collaborative strategic management; and 
2. Factors which affect each phase of cross-sectoral social-oriented collaborative 
strategic management. 
Both structural and interpersonal factors are considered at each phase of the collective 
strategy formulation and implementation process. Each stage is examined as each stage 
influences the next and, ultimately, the achievement of the outcomes. Factors that are not phase 
specific, and instead are ongoing through the process, are also introduced. 
There have been calls for a study such as this. Selsky and Parker (2005) claim that the 
societal sector platform is promising for future work, and specifically call for more work on 
cross-sectoral social-oriented partnerships (CSSPs). They call for more complex models with 
feedback loops to address this. This paper builds a generic conceptual model of collective 
strategic management, and presents factors which affect each phase of this model when 
considering cross-sector social-oriented partnerships with collective strategies. 
Theoretical Positioning 
In order to understand the theoretical positioning of this paper, a closer examination of 
relevant terms is presented, beginning with collaboration. Collaboration is defined by Gray 
(1989, p. 5) as "a process through which parties w h o see different aspects of a problem can 
constructively explore their differences and search for solutions that go beyond their o w n limited 
vision of what is possible." It is a "process of joint decision-making among key stakeholders of a 
problem domain about the future of that domain" (Gray, 1989, p. 11). Collaboration involves 
both pursuing a meta-mission while, at the same time, pursuing the organization's o w n mission; 
and is contrasted with cooperation (when organizations interact only so that each may better 
ach,eve its own mission) and coordination (where there may be no direct interaction between 
organizations, but where an organization aims to ensure that its o w n activities take into account 
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those of others) (Huxham & Macdonald, 1992). Collaboration is a process, while the 
collaborative alliance is the form. In this paper, the term 'collaborative' refers to organizations 
(rather than individuals) working together. Collaborative alliance is used interchangeably with 
the terms partnership or collective. 
Inter-organizational responses are required for problems beyond the capacity of single 
organizations (Trist, 1983). Cross-sectoral collaboration is increasingly being used to address 
social problems (Hood, Logsdon, & Thompson, 1993); this has also been termed inter-sectoral 
partnerships (Waddell & Brown, 1997), and if it has a social purpose, social partnerships 
(Waddock, 1991). Social partnerships, in particular, are "the voluntary collaborative efforts of 
actors from organizations in two or more economic sectors in a forum in which they 
cooperatively attempt to solve a problem or issue of mutual concern that is in some way 
identified with a public policy agenda item" (Waddock, 1991, p 482). There has been an 
emergence of literature addressing 'cross-sectoral social-oriented partnerships' (Selsky & Parker, 
2005), to which this paper contributes. 
There are multiple levels of strategy, including, at the corporate, business and functional 
levels (Hofer & Schendel, 1978). Complementary to this is collective strategy (Astley, 1984; 
Astley & Fombrun, 1983), or shared meta-strategy (Huxham, 1993), involving inter-
organizational collaborations which may or may not be cross-sectoral (Astley & Fombrun, 1983). 
Huxham (1993) also termed shared meta-strategy as collaborative strategy. While both of these 
concepts are very similar, their original authors define them differently and describe them for 
different purposes, as is outlined in Table 1. This article will use the terms collective strategy and 
collaborative strategy interchangeably, using a definition close to that of Astley (1984) that 
includes deliberate collaborative strategic plan formulation and both emergent and deliberate 
implementation, but with a purpose closer to Huxham's of solving a meta-problem. 
Table 1: Definitions of Collective Strategy, Collaborative Strategy and Shared Meta-
Strategy 
Terms Used 
Definition 
Purpose 
Astley & Fombrun -1983 
Collective Strategy 
"The joint formulation of 
policy and 
implementation of action 
by members of 
inter-organizational 
collectives" (Astley, 
1984, p. 526). 
The purpose of an 
organization involving 
itself in a collaborative 
response is to absorb the 
variation presented by the 
inter-organizational 
environment. 
Huxham -1993 
Shared Meta-Strategy or 
Collaborative 
Strategy(interchangeably) 
A statement of strategy for 
the 
collaborative alliance, 
consisting of a 
meta-mission and meta-
objectives 
(Huxham 1993). 
The purpose of an 
organization involving itself 
is to solve a common meta-
problem. 
This paper 
Collective Strategy or 
Collaborative Strategy 
(interchangeably) 
The collaboration formation, 
collective strategic plan 
formulation, and the 
deliberate and emergent 
implementation by the inter-
organizational collaborative 
alliance members. 
The purpose of an 
organization involving itself 
is to solve a common meta-
problem. 
2 
Process Model of Collaborative Strategic Management 
The collective strategic management process is a combination of the collaboration process, 
the collective strategic plan formulation and implementation process, and the strategic 
management done at the organizational level. While process models exist for collaboration 
formation and implementation, for social problem-solving collaborations and for strategic 
management within one organization, there is not yet a conceptual model for collective strategic 
planning and implementation. This paper builds on previous work in order to present a potential 
conceptual model for cross-sector collaborative strategic management. 
In organizational level strategic management, there are different steps in formulating and 
implementing a strategic plan (Andrews, 1987). They include assessing the context (both internal 
and external to the organization) as part of formulating the plan(s) to create an intended strategy 
and deliberately implementing that intended strategy (Andrews, 1987). Another part of creating a 
realized strategy (or strategy outcomes) is incorporating emergent strategy (Mintzberg & Waters, 
1985). The formulation and implementation stages generally overlap (Andrews, 1987). 
There are many collaboration process models, the most commonly referenced being the 
three phases of problem-setting, direction-setting, and structuring (Gray, 1985; McCann, 1983). 
McCann (1983) explained that problem-setting developmental stage is when stakeholder claims 
are legitimized and begin to converse. "Problem-setting is concerned with identification of the 
stakeholders with a domain and mutual acknowledgement of the issue that joins them" (p. 916, 
Gray, 1985). The direction-setting stage occurs when stakeholders find a sense of common 
purpose, including the articulation of commonly held values and goals which will guide future 
activities in order to achieve c o m m o n ends (Gray, 1985). Finally, structuring "concerns how 
agreed-upon ends become institutionalized" (McCann, 1983, p. 180). Gray (1985) explains that it 
might include creating the structures to support and sustain their collective appreciation and 
ongoing activities. Waddock (1989) builds on McCann's (1983) and then Gray's (1985) process 
model by adding that for social partnership formation, there must be issue crystallization, 
followed by coalition building, then purpose formation which, combined, form the partnership. 
Waddell and Brown (1997) offer a model with five phases: 1) identifying preconditions 
for partnership; 2) convening partners and defining problems; 3) setting shared directions; 4) 
implementing action strategies; and 5) institutionalizing and/or expanding successful inter-
sectoral collaboration. This model offers a distinct phase for implementing action strategies, 
rendering it more comprehensive and unique. As compared to McCann's three phases, the first 
two steps are comparable to problem-setting, but closer to that of Waddock (1989), with separate 
categories for the crystallization and the coalition building. The third step is comparable to 
McCann's (and Gray's) direction-setting phase. The fourth and fifth steps combined are 
comparable to McCann's structuring phase, though Gray tends to focus on the fifth step of 
institutionalizing and/or expanding successful intersectoral collaborations in her descriptions of 
the structuring phase. This model only focuses on one type of outcome, the ongoing 
collaboration. 
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Hood, Logsdon and Thompson's (1993) model instead focuses on both concrete and 
collaboration outcomes. Their process model of social problem-solving collaboration has four 
stages of: environmental factors + organizational factors => group interaction factors => 
outcomes (Hood et al., 1993). These authors define outcomes as the results of the group's efforts 
which "may or may not be congruent with the original goals, and in fact, the goals themselves 
may evolve because the group's understanding of the social problems and alternative means to 
solve them improves with better information and analysis" (1993, p. 10). They also mention that 
the need to have an ongoing collaborative alliance may be questioned; therefore, this is also an 
outcome. This model is for collaboration in general and not collective strategy, and does not 
include an implementation phase. Though there is reference to goals, there is no reference to 
evaluation or monitoring. 
Table 2 summarizes these existing processes and models as they relate to collaborative 
strategic management. The categories used in this table are a combination of terms and phases 
from both collaboration and strategy implementation literature. Assessing the context, strategic 
plan formulation and strategy implementation are all concepts from organizational strategic 
management (Andrews, 1987), with the understanding that implementation includes both 
deliberate and emergent approaches (Mntzberg & Waters, 1985). The collaborative alliance 
formation is a concept from collaboration literature and uses Gray and Wood's (1991) term to 
distinguish the idea of a formal alliance, collective or partnership, as opposed to an informal 
collaboration. The term collaborative strategy implementation is terminology proposed by this 
paper, and is based on the concept from strategic management being considered at the collective 
level, and the notions that have been used by other authors such as Waddell and Brown (1997) or 
Huxham (1992). The term outcome comes from Hood et al., (1993), though the concept predates 
these authors. 
Table 2: Process Models from Strategic Management and Collaboration Theory 
Phase/ 
Author 
Mintzberg 
& Waters 
Andrews 
Hood, 
Logsdon, 
& 
Thompson 
McCann 
then Gray 
Waddock 
Waddell 
& Brown 
Assessing the 
Context 
External + 
internal 
analysis 
Environmental 
+ 
organizational 
factors 
Problem 
Crystallization 
Identify 
preconditions 
for 
partnerships 
Collaborative 
Alliance 
Formation 
Group 
interaction 
factors 
-setting 
Coalition 
building 
Convening 
partners 
Strategic Plan 
Formulation 
(Organizational 
or Collective) 
Intended 
strategy 
Functional, 
business, and 
corporate 
strategies 
Direction-setting 
Purpose 
formation 
Setting shared 
directions 
Organizational 
Strategy 
Implementation 
(Deliberate + 
Emergent) 
Deliberate + 
Emergent 
strategies 
Strategy 
implementation 
Collective 
Strategy 
Implementation 
(Deliberate + 
Emergent) 
Implement 
action strategies 
Realized 
Collective 
Strategy 
Implementation 
Outcomes 
Realized 
strategy 
Outcomes 
Structuring 
Institutionalize 
and/or expand 
partnership 
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Building on these models, this paper proposes a process model for collective strategic 
management (Figure 1) The particular unique additions to this process compared to that of an 
individual organization are that the partnership must be formed and that implementation must 
happen at both an individual level and a collective level. This model most closely resembles that 
of Waddell and Brown (1997), with the addition of the deliberate strategy implementation per 
organization, and an expansion on the types of outcomes achieved. They focus on the enduring 
collaboration as the outcome, while the model in presented in this paper also focuses on the 
collective strategic plan objectives, actions taken, and organizational learning outcomes. It is also 
somewhat similar to the process of McCann (1983), with completely different titles that more 
closely match strategy literature, the explicit focus on strategic plan formulation, and again the 
explicit inclusion of the implementation per organization. There are distinct differences between 
the deliberate strategy implementation per organization phase and that of the collective strategy 
implementation phase, though these are intertwined. The collective strategy implementation is 
more than just the sum of the organizational efforts as it also involves collective evaluation 
mechanisms such as public reporting, collective structure and resources, and sustained interest. 
There is also an element of corrective action at this phase that does not exist at the 
implementation per organization phase. There will be emergent ideas within both the 
organizational and collective strategy implementation phases. 
As noted earlier in this paper, Selsky and Parker (2005) called for more complex models 
of cross-sectoral social-oriented partnerships including feedback loops. M c C a n n noted that each 
phase of the development process can be influenced by external factors (McCann, 1983) such as 
changes in the domain. As the collaborative alliance is only a sub-set of all the actors in the 
domain, the outcomes might also be achieved through other actors. Mintzberg (1990) has also 
questioned the validity of linear process models due to the fact that implementation and 
formulation tend to overlap in organizational strategy. There are also other feedback loops within 
the strategic management process itself which allow for corrective action. Figure 1 displays the 
process model of collaborative strategic management, including feedback loops and external 
factors (changes in the domain). 
Figure 1: Process Model of Collaborative Strategic Management with Feedback Loops 
Context / 
Collaborative 
Alliance 
Formation 
« 
Collective 
Strategic r 
Plan 
Formulation 
X 
> 
Deliberate + 
Emergent 
Strategy 
Implementation 
Per 
Organization 
^r*> Deliberate 
- Emergent 
Collective 
Strategy 
I mplementation 
> 
Realized 
Collective 
Strategy 
Implementation 
Outcomes 
I 
Changes in the Domain 
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Factors Influencing Each Phase of Collaborative Strategic Management 
In 1985, Gray wrote an article in which she examined conditions that facilitated each of 
McCann's three phases of problem-setting, direction-setting and structuring. This paper updates 
her work to include more recent work, and expands it to specifically address both structural and 
interpersonal factors influencing each of the first four process phases of collective strategic 
management. The outcomes phase is considered the end result. Also, four factors are relevant to 
more than one phase and therefore identified as 'ongoing factors'. Table 3 provides a summary of 
the factors in their respective phases. 
It is expected that most of these factors are inter-correlated with each other, as was found 
in Pinto and Prescott's (1990) study of factors influencing project implementation. Compared to 
the three phases Gray used, the stages of the process model have expanded, and those presented 
here match those of the collaborative strategic management process model outlined earlier in this 
paper. 
Table 3: Factors Influencing Cross-Sector Collective Strategic Management and Types of 
Outcomes 
Context / 
Collaborative 
Alliance 
Formation 
Factors: 
• Convener's 
Legitimacy, 
Power & 
Resources 
• Legitimacy of 
Organizations 
& Issues 
• Multi-Sectoral 
Stakeholder 
Involvement 
Collective 
Strategic Plan 
Formulation 
Factors: 
• Negotiation 
Type 
• Values, 
Understanding 
& Collective 
Identity 
• Comprehensive 
Content 
Deliberate + 
Emergent 
Strategy 
Implementation 
Per Organization 
Factors: 
• Strategy 
Coherence & 
Project Plans 
• Control 
Mechanisms 
• Learning & 
Diffusion 
Deliberate + 
Emergent 
Collective 
Strategy 
Implementation 
Factors: 
• Sustained 
Interest 
• Collective 
Structure & 
Resources 
• Collective 
Evaluation 
Mechanisms 
• Corrective 
Action & 
Emergent 
Solutions 
Factors that are Ongoing throughout the Entire Process. 
• Collective Leadership & Trust 
• Individual Organization's (and it's Representative's) Leadership & 
Commitment 
• Communication & Roles 
• Situational Factors 
Realized 
Collective 
Strategy 
Implementation 
Outcomes 
Types of 
Outcomes: 
• Plan Outcomes 
(social problem 
indicators) 
• Actions 
Outcomes 
(response 
indicators) 
• Collaborative 
process 
outcomes 
• Organizational 
Learning 
Outcomes 
In comparison to the six facilitating conditions proposed by Gray (1985) in her problem-
setting phase, there are significant similarities with the three factors presented in Table 3 in the 
collaborative alliance formation phase, though there are a few notable differences as well. Gray's 
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(1985) legitimate/skilled convener, perceptions of legitimacy among stakeholders, recognition of 
interdependence, positive beliefs regarding outcomes and identification of a requisite number of 
stakeholders are all included in the factors proposed in this paper, though with a slightly different 
categorization in order to capture the essence of the more recent literature. Her shared access to 
power is addressed in the next phase of this model, as it is in her o w n article. The factors 
proposed in this paper update Gray's work with new emphasis on the power and resources of the 
convener (Gray & Hay, 1986), and the legitimacy of the issues (Logsdon, 1991). 
The inclusion of the notion of ongoing factors is a new contribution, as well as the factors 
of collective leadership and trust (Huxham & Vangen, 2000), communication and roles 
(Brinkerhoff, 1999), situational considerations (Brinkerhoff, 1999), and organizational leadership 
and commitment (Wernham, 1985) within the collective. 
The three factors presented here in the collective strategic plan formulation phase 
encompass the two facilitating conditions (dispersion of power among stakeholders and 
coincidence of values) proposed by Gray (1985), but also add a significant amount of new 
content and perspective, such as the notion of collective identity (Hardy, Lawrence, & Grant, 
2005). One reason for the differences is that Gray focused on collaboration direction-setting, 
while this paper specifies the creation of a collaborative strategic plan. This difference outlines 
and explains the new factors of negotiation type (Ring & Van D e Ven, 1994) and comprehensive 
content (Huxham & Macdonald, 1992), which are presented here for the first time as influencing 
factors. 
As Gray (1985) did not include the organizational implementation phase, no comparison 
is made. The factors are adapted from organizational strategy implementation literature, including 
Strategy Coherence & Project Plans (Pinto & Prescott, 1990), Control Mechanisms (Pinto & 
Prescott, 1990), and Learning & Diffusion (Wernham, 1985). The term strategy coherence has 
also been proposed; it is an adaptation of public policy's term policy coherence. 
There has been almost no research conducted in the area of collective strategic plan 
implementation or collective emergent factors. Most of the concepts presented in this phase were 
not originally intended for this topic. In general, Gray's structuring phase does not fully 
correspond with the collective strategy implementation phase; she was not addressing strategic 
plan implementation or emergent strategy. Her emphasis is on the collaboration being structured 
into a formal arrangement and the action ideas being undertaken. Her facilitating conditions, high 
degree of ongoing interdependence, influencing the contextual environment and redistribution of 
power, have all been incorporated into the final factors of this, though with a different emphasis. 
The external mandate, her fourth condition, was incorporated in an earlier phase, thus all of her 
concepts have been included. Both the collective structure & resources (Waddell & Brown, 1997) 
and the collective evaluation mechanisms are additional concepts added through this paper The 
other two final factors, sustained interest (Hardy et al., 2005) and corrective action & emergent 
solutions (Daft & Macintosh, 1984; Mintzberg & Waters, 1985), are an adaptation to the 
collective level of existing organizational strategy literature. 
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Conclusion 
Building on the process models of collaboration, and integrating the work of strategic 
management authors, this paper presents a conceptual model for collaborative strategic 
management, and thus helps address an important theoretical gap. Also, this paper updates the 
factors Gray (1985) associated with each phase of McCann's (1983) model, and proposes four 
different types of outcomes. Besides its theoretical contribution, this paper would be useful to 
practitioners undertaking inter-organizational partnerships, especially as it provides more detail 
on implementation factors and outcomes and on collective strategic planning than has been 
previously considered. The factors proposed were envisioned for inter-organizational, 
crosssectoral, social-oriented partnerships, though they may have relevance more generally to 
collaborative strategic management. More research is needed to empirically test this conceptual 
model and proposed factors, and to conduct a more detailed study of the structural factors within 
the implementation phases. 
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